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１．Introduction
　In this paper we will discuss the importance of creating a community of teachers in order 
to implement a coordinated curriculum. In this approach, curriculum coordination is seen as 
effective only if it involves all the teachers in the development process, a view which is at 
odds with the perhaps more common view of coordination as a top-down process where the 
coordinator（or coordinating committee）makes the decisions and relays them to those who 
are actually doing the teaching. 
　We will first discuss a community of teachers, an idea that comes from professional 
learning communities（PLCs）. After that, we will propose three areas where curriculum 
coordination and teacher communities go hand in hand: 1）establishing learning goals, 2） 
allowing for teacher dialogue, and 3） incorporating innovation. We will give examples from 
the curriculum at Nagoya Women’s University （NWU） to show how each of these ideas has 
been put into practice.
２．What are PLCs?
　The idea of PLCs originates from the field of business rather than education. Peters 
and Waterman（1982）noted that successful corporations were defined by successful 
management teams that incorporate individual as well as team accountability and “provide 
abundant opportunities for individuals to share their collective and complementary skills 
and abilities toward better results”（Schmoker, 2005, p. 146）. Rosenholtz（1989）looked 
at successful schools and discovered something similar, that high achieving schools differ 
fundamentally from other schools in the level of goal-congruence and teacher collaboration.
　DuFour（2005, p. 32）discusses three “big ideas” that describe PLCs. First, there is a 
focus on student learning rather than on teaching. It is important to know what students 
learn, how to assess their learning, and how to respond when learning fails to take place. 
Secondly, there is a culture of collaboration in which teachers meet and work together to 
improve student learning. Finally, teachers and curriculum developers make judgments 
about the effectiveness of materials and teaching methods based on the results of student 
learning. The idea of a PLC provides one possible way that teacher collaboration can be 
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applied to curriculum coordination in Japan.
３．The first step in curriculum coordination: establishing learning goals
　At the outset of any attempt to coordinate a curriculum, it is important to determine the 
goals of each course. The specific needs of students must be addressed while the program 
as a whole avoids excessive overlap between courses. Learning goals, then, need to be 
defined, not in terms of what teachers will do but in terms of what students will learn. The 
goals need to be specific enough to provide clear parameters for lesson planning, and they 
must be measurable so that both students and teachers can determine learning success, or 
the lack of it.
　Basic English, a general education freshman English class in the Faculty of Literature 
at NWU, aims to provide students with specific, measurable learning goals. Students are 
given the course goals in the form of a checklist（see Appendix I）at the beginning of the 
semester. The skills to be learnt during the course are listed at the top, and by the end of 
the course, students should be able to have a 5-minute conversation with a partner on a 
select number of topics. Students’ performance on the oral test is evaluated using rating 
scales. A comparison of the current version of the rating scales（Appendix II）, and the 
original rating scales（Appendix III）, shows how they have been revised over time to make 
them more succinct. This not only helps to make evaluation easier, but should also provide 
clearer and more attainable learning goals.
４．Allowing for teacher dialogue
　A teaching community cannot develop in the absence of teacher dialogue. As DuFour 
says, “Educators who are building a professional learning community recognize that they 
must work together to achieve their collective purpose of learning for all. Therefore, they 
create structures to promote a collaborative culture.”（DuFour, 2005, p. 36）. Effective 
dialogue needs to be goal-directed, open, and ongoing.
　Much teacher dialogue is anecdotal, and although these conversations are often important 
in and of themselves, there needs to be an exchange of ideas guided by success, or the lack 
of it, in achieving specific learning goals. Teachers need to be willing to share openly what 
they are doing in their classes. The most important information includes specific examples 
of classroom ideas, as well as problems, questions, and successful innovations. In addition, 
teachers need to be open to new ideas and demonstrate a willingness to incorporate them in 
their own classes.
　In the end, curriculum is realized not on paper but in classrooms, through the interactions 
that take place between the students and the teachers over the semester. For this reason, 
teacher dialogue needs to continue as teachers adapt and teaching methods evolve. An 
ongoing dialogue allows teachers to exchange important information that may facilitate 
success and help individual teachers avoid failures that others have experienced.
　The collaborative structure for teacher dialogue for those involved in the core English 
program at NWU was set up 6 years ago. First, there is a teacher orientation at the 
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beginning of the academic year. Teachers are given a handbook, revised every year, with 
individual course descriptions. Course-specific groups of teachers discuss the goals and 
student evaluations for each course. There is at least one experienced teacher present in 
each group to ensure that the goals are understood and to answer any questions that may 
arise concerning the particular class.
　Further teacher dialogue is made possible by providing a space for teachers to interact 
on a regular basis. The full-time and part-time teachers gather in one room to prepare for 
classes, and multiple sections of each English class meet at the same time. This ensures 
that teachers have the opportunity to meet and talk to each other every week. Many useful 
ideas come from these everyday interactions.
　The program also schedules course-specific meetings twice a semester. Because all 
sections of a course are scheduled at the same time the teachers, the majority of whom are 
part-time, can finish their classes early and attend the meetings. In a 15-week semester, 
the first meeting comes after the 4th class. This meeting deals with the pace of the class, 
teaching tips, and any problems that may arise. The second meeting, after the 10th or 11th 
class, allows teachers to confirm the final assessment process and is also an opportunity to 
comment on the course and make suggestions for improvement in the following year.
５．Incorporating innovations
　An organization or community can learn both from its successes and its failures. If it is 
to effectively harness the power of its individual teachers, the organization must find ways 
to incorporate teacher contributions and innovations. Seeing their ideas and input in future 
courses will motivate teachers to make further contributions. The program as a whole 
benefits not only from the greater motivation of individuals but also from their shared 
knowledge.
　Grammar and Writing 4 is an example of how teacher dialogue has resulted in quite 
radical innovations. The original course was conceived as an academic writing course for 
3rd-year English students. For the first two years, teachers used an intermediate level 
textbook, but student feedback and teacher reactions made it clear that the goals were 
not seen as worthwhile or attainable by either group. After long discussions, the goal was 
changed to creative writing.
　The following year, a part-time teacher took the lead in introducing a creative writing 
course that introduced three elements: poetry, songs, and short stories. After the first year, 
teachers agreed that the course was too ambitious for a single semester course, and the 
goals were reduced to simply writing short stories. In its current version, GW4 is divided 
into two sections, one which focuses on writing short stories with the other focusing on 
specific elements of creative writing such as dialogues and anecdotes. 
６．The advantages of teacher community in curriculum development
　During our efforts to develop curriculum by facilitating the development of professional 
communities of teachers, we have perceived the following benefits from this type of 
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coordination.
• 　 Ongoing dialogue, combined with the focus on specific learning goals and teacher 
practices, ensures a more thorough and meaningful level of coordination than only 
a written curriculum where teachers are typically on their own once they enter the 
classroom.
• 　 A focus on learning goals rather than on prescribed classroom practices allows for more 
innovation and adaptation to student needs. For many teachers, this is more motivating 
and rewarding.
• 　 Ongoing teacher development takes place as teachers share and incorporate new ideas 
into their teaching.
• 　 Successes, failures, and teacher innovations provide opportunities for continuous 
program development when there is a process to incorporate the lessons learned into 
the following year’s curriculum.
７．Conclusion
　Not all tertiary educational institutions in Japan may see the need for a coordinated 
curriculum. Even if they do, they may find it difficult to create a truly collaborative 
environment due to their size and an overwhelming number of courses and teachers. 
Our experience at NWU indicates, however, that the combination of professional learning 
communities and a coordinated curriculum can have multiple benefits for both the teachers 
and students.
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APPENDIX I: BASIC ENGLISH CHECKLIST
SKILLS
１．Can you have a five-minute conversation in English on these topics:
• 　Free time
• 　Family/hometown
• 　Food
• 　School
• 　Travel
２．Can you ask and answer 10 questions on each topic covered in class?
３．Can you return questions to your partner using ‘how about you’?
４．Can you expand on your answers in a conversation? （A+1）
５．Can you ask follow-up questions in a conversation? （Q+1）
６．Can you use classroom English to ask the teacher for help in class?
７．Can you give the teacher an oral self-assessment of your performance in the course?
CLASSWORK
１．Did you join actively in regular classroom conversations?
２． Did you write all students’ names in your notebook and add extra information about 
those people throughout the semester?
３． Did you do all the exercises assigned by the teacher from ‘Fundamentals of English 
Grammar’? 
４．Did you write down at least 10 questions in your notebook for each topic? 
５．Did you write down your answers to the questions on a different page?
６．Did you visit Conversation salon（CS）at least once this semester? 
ASSESSMENT
• 　Oral speaking test 
• 　Teacher-student interview and Self-assessment
• 　Student notebook
• 　Classroom participation
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